Introduction
According to Harvard Business School Publishing (2003) , there are numerous weaknesses present in the ability of organizations to implement strategy effectively and fast enough to stay ahead of competition. Owing to the current impact of technology, knowledge management (KM) and performance assessment models have been developed and/or amended to formulate business strategies that incorporate the use of these managerial entities. Unfortunately, even though these issues are high on the agenda of strategic managers, there still seems to be a strong tendency for managers to exercise control in a deleterious way, aided and abetted by the application of performance assessment systems. Typically the balanced scorecard (BSC) technique is widely used, in which the business drivers tend to gravitate towards financial aspects, customer satisfaction and the optimization of internal processes, with human capital being given a lesser priority.
Microsoft Corporation (2005) is of the opinion that strategy implementation only succeeds when the human capital is competent enough to keep up with the ever-increasing demand to utilize new technologies. The South African government, represented by the Department of Trade and Industry (DTI), recently engaged in a project with the Canadian Government to develop a strategy for developing the information and communication technology (ICT) sector. The findings of this survey (South Africa 2002) are in essence similar to the argument proposed by Microsoft, stressing that the development of human capabilities is crucial for successful strategy implementation, especially when technology plays a vital role in implementation.
When emphasis is placed on the optimization of financial, customer and internal processes, workers continuously labour under the threat of redundancy. Faced with downsizing, the quest for recognition becomes a game of survival, more often than not leading to dysfunctional internal competition. In these circumstances, competition, normally regarded as healthy, spurring individuals and teams on to achieve greater things, takes on a more sinister hue, aggravated by performance appraisals and salary adjustments. If incorrectly managed, competitive interactions not only pose a hurdle to strategic implementation, but can also present an obstacle to the effective integration of value chain activities. Dattner (2004) therefore argues that loss of control over HR components easily leads to narcissism at work, resulting in individuals becoming preoccupied with power and success. They begin to lack empathy, seek favourable treatment and exploit others in their efforts to satisfy their own needs. Narcissism unfortunately goes hand in hand with a culture in which competition is pursued to the point where there are losers and winners, with the organization ending up as the ultimate loser. Therefore, in order for organizations to optimize strategy formulation and implementation, dysfunctional internal competition needs to be minimized as far as possible. This necessitates a mind shift in the direction of recognizing the importance of vesting sound HR practice in strategic, technological and knowledge management practice, which inevitably means that these managerial entities must be revisited.
The aim of the research was therefore to develop a holistic strategy enabler model, capable of not only optimizing strategic endeavours but, more specifically, of minimizing dysfunctional internal competition.
To fulfil the above-mentioned aim, the following aspects were given prominence:
Common links between strategic processes and HR practices; key success factors (KSFs) that render knowledge sharing possible; role of knowledge management in vesting a culture conducive to the sharing of knowledge; deriving a guide for setting up successive KM platforms; and organizational wisdom aimed at value chain optimization.
Methodology
To develop a model capable of minimizing dysfunctional internal competition, while at the same time maximizing strategic endeavours, a grounded theory approach (Mouton 2004 ) was followed. In developing this model, different ideas, models and methodologies with regard to strategic management, knowledge management, and HR management were meticulously compared with one another. To add a dimension of authenticity to the line of reasoning top followed the value chain processes institutionalized between a major corporation and its value chain partners were scrutinized to identify how strategic processes within the value chain were influenced and/or aggravated by dysfunctional internal competition. As it was felt that a review of literature alone did not produce sufficient insight in finding solutions to the above-mentioned problem, interviews were also conducted with specialists in the field of strategic, HR and knowledge management.
Common links between strategic processes and HR practices
In scrutinizing the value chain processes institutionalized between a major South African corporation and its value chain partners, the following problems were identified:
Individual organizations made use of their own enterprise resource planning systems; no standardized electronic link existed between value chain partners; effective monitoring of the location of transportation by means of satellite was communicated by means of manual systems; control measures resulted in paperwork requiring multiple authorizations, and communication systems were only operated inside the boundaries of individual organizations within the value chain.
In an attempt to resolve some of the abovementioned issues, the organizations embarked on programmes heavily dependent on the use of technology and ICT systems. Unfortunately, even though sound and thorough planning in support of strategy endeavours took place, problems did not disappear overnight. The following malpractices had become commonplace:
Information systems (IS) personnel were only called in when it was considered absolutely necessary; business managers developed strategies without the knowledge of IS managers;0 IS personnel worked on different solutions to various problems without being presented with an overall view of the value chain; business managers became reluctant to standardize on single best practices; knowledge sharing was limited because of prior ownership of the idea; and results achieved per individual weighed strongly during performance evaluations.
At first glance the abovementioned practice and problems seemed to arise from a number of conflicting managerial issues. However, careful scrutiny revealed that many of these factors were in fact symptoms of dysfunctional internal behaviour. On a managerial level, problems could also be accounted for by a lack of direction, leadership and commitment, especially with regard to implementation of strategies.
In an attempt to rectify the problems prevailing on different levels and in different spheres of the value chain, the expertise of various practitioners and professional managers was sought. In essence, the gist of solutions proposed emphasized that any attempt to rectify problems that originate in the strategic dimension not only necessitate a review of the business processes followed, but also require a thorough appreciation of how KSFs are positively influenced by HR processes and other soft issues. In corroboration of the abovementioned proposition, the following managerial activities (arguably not an exhaustive list) were analysed:
The way organizations define strategy, that is, strategic intent, value chain, strategy map and strategic information systems planning (SISP); top implementation of strategy, that is, risk management, decision support mechanisms, stakeholder management and project management; and measurement of the result of the strategy, that is, balanced scorecard (BSC) approaches, control objectives information related technology (COBiT) auditing process, ICT governance and the value of ICT.
Identification of key success factors
In reviewing these managerial entities the following KSFs (examples given in Table 1 ) were identified and found to be directly or indirectly influenced by HR issues.
Table 1 Business strategy KSFs
Owing to the pertinent role HR plays in the successful institutionalization of the abovementioned managerial processes, the question inevitably arises whether any HR and human capital models or practices are available that can aid, encapsulate and/or enhance the successful institutionalization of the abovementioned processes. The following human capital models were therefore scrutinized to identify KSFs that positively influence the optimization of the abovementioned managerial processes:
Development of human capital: human capacity, management capacity, management leadership and empowerment Aligning human capital: behaviour-based management, culture management and conflict management Performance management Communities of practice (CoP).
In reviewing the abovementioned activities, it became clear that the core of successful HR practices (refer to the examples of KSFs identified in (2000) minimizes dysfunctional competition and, at the same time, encourages a culture conducive to knowledge sharing. (2001) top current status and highlights future development areas. Secondly, a development model which sets out five maturity levels with a guide as to how to move the KM maturity to the next level as follows:
Level 1: Initial -ad hoc knowledge-based activities are not defined Level 2: Repeated -Activities and projects are under the KM banner Level 3: Defined -KM shared through standardized processes Level 4: Managed -Knowledge integrated with measurements Level 5: Optimizing -KM is a self-sustaining, ongoing process.
Reflecting on earlier propositions, in summary it is established that:
Strategy and tactics are jointly responsible for the present and future success of an organization; owing to soft and romantic perspectives, successful HR management plays a crucial role in the institutionalization of managerial issues; no single HR model can holistically aid in the successful institutionalization of managerial endeavours; and a culture conducive to the sharing of knowledge is crucial to successful institutionalization of strategy.
Successful institutionalization of strategy is therefore dependent not only on the implementation of relevant HR drivers per KSF, but also on the vesting of a culture conducive to the exchange of knowledge. However, in the following paragraphs it is argued that the establishment of a culture conducive to the exchange of knowledge should be a deliberate process, encapsulated within a maturity framework. Therefore, in equating managerial and HR success factors to KM maturity (refer to the examples given in Table 3 ), the approach used should be to determine the KSF required during each activity that will advance the level of KM to the next higher levels.
Managerial and HR KSFs are therefore not measures of maturity; instead they are seen to be guides for activities to improve the KM maturity level. Successful implementation of the organizational strategy is therefore (in theory) only achievable when the KM maturity level promotes the free interchange of knowledge to create organizational wisdom. The tools required (Table 3 ) to achieve the different levels of maturity are in reality the HR issues that positively influence the KSF per activity identified in Tables 1 and 2 . They begin with effective management leadership, which makes it possible to initiate a team culture functioning as a tool to share knowledge. The next level of tools is regarded as enablers: human resources (HR) processes, management processes, ICT infrastructure and organizational structure. The tools are incorporated into a guide to leading management processes to achieve successful value chain integration per KM maturity level with the phases depicted in Figure 1 . Table 3 ), KSFs address the development of the organization's strategy and the determining of the manner in which people will be measured to drive the desired behaviour. The main tools required during the initial level are management leadership, team culture and HR processes.
At the repeated level (maturity level 2 in Table 3 ), the KSFs drive the achievement of the level of human and management capital required to initiate the desired KM culture. With a culture directed towards KM, the development of CoP will start. At this stage the deployment of sustaining ICT will be required and therefore selection of technology must form part of the strategy formulation. The main tools required during the repeated level are management leadership, team culture, HR processes, management processes and ICT infrastructure.
At the defined level (maturity level 3 in Table 3 ), the KSFs promote activities that render KM possible. The HR processes are based on a culture of trust and honesty to facilitate a free-flowing exchange of knowledge. A strategic information systems plan must be ready to make the management of knowledge feasible. The main tools required during the defined level are team culture and HR processes.
At the managed level of maturity (maturity level 4 in Table 3 ), the KSFs seek integration across, for instance, the value chain, linking business processes. The COBiT auditing is brought in at this relatively more mature level so that, with the understanding gained, it can be better applied to promote KM. If done at an earlier maturity level there may be a tendency for management to attempt to achieve effective KM through controlling. The main tools required during the managed level are team culture and organizational structure. The optimizing level (maturity level 5) relies on a fluid combination of the set of KSFs identified for Maturity Levels 1 to 4. The fluid combination is related to the manner in which alternative sets of KSFs are linked in an iterative process as the value chain is integrated. At this level, KM is a continuous process, which will develop on the basis of the organization's inherent wisdom. As people move and change, so various and alternative KSFs may become more relevant within different subgroups. All six tools are required during the optimizing level, with management leadership playing a key role. This proposed guide will need to be applied within a management leadership environment where the value of human capital for the successful institutionalization of strategy is fully recognized.
Organizational wisdom aimed at value chain optimization
Integration of the business strategy formulation process, and the development of the human and management capital, is therefore possible when institutionalizing the identified KSFs in a sequential manner (as depicted in Figure 1 ). As already indicated, the identified humancapital KSFs are complementary to the identified managerial KSFs. With an understanding of the KM needs being formed, a demand is created for an appropriate ICT infrastructure. ICT as an integrator (tool) between the different management and human capital processes can therefore be further deployed to integrate the value chain, utilizing the shared knowledge. The level of knowledge sharing achievable and the relevant tools required as per the guide to leading management processes will depend on the KM maturity levels reached (as set out in Figure 1 ). Utilizing ICT enables the human capital to achieve greater levels of success if the then-enabled human capital functions within a group-sharing culture.
Of importance is that the human capital KSFs must drive the style of leadership, while the business strategy KSFs, also with a human capital bias, must drive the controlling function. Controlling should be done as an enabling mechanism to promote KM and strategy implementation. When organizing the required infrastructure, the relevant ICT must therefore be identified and incorporated to meet the needs of KM. The business strategy and human capital models are linked using the identified KSFs and the tools required to achieve higher levels of KM maturity and are integrated into the organization's strategy map. In doing so a strategy enabler model (refer to Figure 2 ) capable of minimizing dysfunctional internal competition, while simultaneously maximizing the possibility of successful implementation of strategy, can be created.
By combining the five high-level activities (i.e. strategic intent, strategic mapping, HR models, KSFs, and KM) and in utilizing the integrated understanding formulated during the research on the various models pertaining to each of the individual activities, a strategy enabler model could be developed. The first component is the envisaged picture of the future represented by the strategic intent. Secondly, the strategy map captures the business strategy models while the third component introduces the human capital models (Schermerhorn, Hunt and Osborn 2003) within an adapted management leadership component. The fourth component is the KSFs, identified in this research, that drive the style of leadership and the controlling function. It is proposed that controlling be done as an enabling mechanism to promote KM and strategy implementation. Finally, the proposed strategy enabler model is encapsulated in a knowledge management environment, the fifth component that supports each of the strategy development and implementation activities to achieve an optimized value chain, which is the basis for organizational wisdom. The level of maturity of the knowledge management environment is therefore subject to the successful implementation of the proposed KSFs. Relying heavily on a successful ICT infrastructure, the model not only enables an ability to lead managerial processes to achieve successful value chain integration, but also, and more importantly, bestows a culture of trust and honesty -thus minimizing dysfunctional internal competition, achieving a true KM environment regarded as a route to a better life for all stakeholders. 
Conclusions and recommendations
Management processes to achieve successful value chain integration are heavily reliant on the identification and management of the appropriate KSFs that will support knowledge sharing. Unfortunately, owing to performance measures focusing strongly on financial reporting, soft, romantic and HR-related problems are seldom identified and, over time, these problems escalate, taking on a social dimension and resulting in an organizational culture conducive to dysfunctional behaviour. This led the researchers to propose that organizations should seek to find a symbiotic relationship between the way managerial endeavours are institutionalized and the vesting of a culture conducive to the transfer and sharing of knowledge.
The solution to the problem of the major corporation under discussion (i.e. how to optimize their value chain via ICT) is therefore seen to be a generic problem, a problem that can only be rectified successfully by finding the right balance between the implementation of KSFs and vesting a culture averse to dysfunctional behaviour, favourable to knowledge capture, knowledge sharing and exchange. It was discovered that KSFs to solve this problem were scattered between numerous strategic, HR or KM models. However, in relating KSFs to one another it was found that there was a strong tendency to find what is needed in the knowledge management domain. The solution therefore should be sought in acquiring an ability to incorporate into KM maturity levels (initial, repeated, defined, managed and optimizing) the following managerial tools: top Effective managerial leadership to provide direction; a team culture embracing the use of communities of practice (CoP); HR processes that remove opportunities for dysfunctional behaviour; management processes that are designed to be KM enablers; an ICT infrastructure that is institutionalized and integrates the value chain; and an organizational structure that is based on a forward-looking business architecture.
The tools are incorporated into a guide to leading management processes to achieve successful value chain integration per KM maturity level while rendering it possible to increase the level of KM maturity. Each tool in the guide is associated with a set of KSFs in turn associated with the relevant management activities and processes required for the implementation of the organization's strategy. The guide therefore serves as an interpretation for implementation of the proposed strategy enabler model (Figure 2) whereby strategy implementation will be rendered possible with reduced dysfunctional behaviour. Gradual implementation of KM maturity therefore serves as a guide to successful implementation of strategy.
Owing to the scope and complexity of the field related to this research, issues may have been overlooked or misinterpreted. Further research is therefore proposed to establish the acceptability and viability of the proposed strategy enabler model by:
Conducting further discussions and interviews with experienced specialists and practitioners to obtain additional information and confirmation of opinions; doing research on more management and HR activities in order to be able to compile a more comprehensive set of KSFs and guide; proposing a translation of the KSFs into required deliverables; proposing timing for KSFs and objectives in order to maintain momentum in the development and establishment of KM maturity; and refining and then testing the proposed strategy enabler model for applicability to both large and small organizations.
